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1. Introduction
1.1. Purpose of the study

The role of TQM in Higher education Institutions has never been clearly understood. Its application
in HEIs has become of central concern world-wide, in many different countries, with different higher
education systems for a long time. Institutions are increasingly using the instrument of TQM in order to
establish how much quality is applied in HEIs. In such a climate, it is essential for HEIs to investigate the
value of a quality model such as EFQM in HEIs.

Higher Education Institutes (HEI) is a domain where competency exists in many aspects and
excellence is a target (Tasopoulou and Tsiotras, 2017). On the other hand, the severe economic crisis in
Greece and the cut-off of HEIs budgets is a reality that has made the achievement of the same goals with
less means more prominent. In this direction a new management model should be introduced that will
achieve better performance with less resources. Good practices (in UK higher education and their
counterparts in the US, for instance) have depicted that Total Quality Management (TQM) in nris, when
applied, have resulted in providing higher quality services, excellent student performance, decreased
costs and client pleasure using less means (Kanji et al., 1999). In literature, the need for TQM for HEIs had
been under study long ago (Sherr and Gregory Lozier, 1991) and a generic tendency in the development
of quality management was identified, for adopting quality management inceptions and applications in
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governing and administration systems of HEIs (Manatos et al., 2015). The latter is currently the trend in
Greek HEIs (Belias et al., 2017).

Although EFQM has been studied a lot (Sudrez et al., 2017), it is not established in HEI (Osseo -
Asare and Longbottom, 2002). This gap in research publication indicates that further investigation is
needed to find out the adjustment of TQOM inceptions and of the EFQM system in the frame of HEIL It
would be very interesting to investigate the implementation of EFQM as a TQM tool in some Greek
Higher Education Institutes (HEIs) with diverted special characteristics, like the Hellenic School of Judges,
in order to maintain and develop competency and excellence.

The main part of this study is arranged as follows: The first chapter is an introductory one. In the
second chapter an extensive literature review is made. The gap in literature is located and the importance
to be filled is sustained. In the following section -third- of this research, the methodology research is
described. In the fourth chapter, the researcher presents its study findings. Using descriptive statistics and
statistical analysis with SPSS the particular objectives are pursued. The results are discussed with the help
of tables and statistical tests in order to identify relationships that are presented. Discussion analysis is
displayed in the following fifth chapter. In the penultimate chapter conclusions are drawn from this
research while in the last seventh section the limitations of this study are contained.

According to Safari et al., 2012 the EFQM excellence model has five identifying factors or enablers
and four result types. Many authors such as Martinez-Lorente et al., (2009); Sadeh and Arumugam, (2010);
Zade et al., (2011); and Safari et al., (2012) have explored the interrelationships between the two categories
of variables of EFQM excellence model, so called “Enablers” and “Results”. The above-mentioned studies
have led to fruitful and useful conclusions.

1.2. Research Objectives & Research Hypotheses
The main objectives of this study are:
e To evaluate the operations and the performance of Higher Education Institutes’ services using
EFQM excellence model that includes a set of criteria. Those criteria are nine.
e To identify the good practices already in place.
e To identify the issues that need to be improved.
e To evaluate whether the variables so called “enablers” of EFQM model affect positively the
variables called “results”.
In order to explore this research objective, five (5) research hypotheses are tested:
H1: The “leadership” enabler affects positively the results variables.
H2: The “strategy” enabler affects positively the results variables.
H3: The “people” enabler affects positively the results variables.
H4: The “partnerships and resources” enabler affects positively the results variables.
H5: The “processes, products & services” enabler affects positively the results variables.

To formulate proposals for the continuous progress of the quality of HEIs" services according to the
axioms of TQM.

2. Literature Review
2.1. Total Quality Management (TQM)

In today's era of radical scientific and technological developments, of intense and steep socio-
economic changes and market demands, businesses and organizations have been led to more efficient
forms of government, taking into account the rising demand for quality by their customers in order to
appear more competitive on the market. Thus, a new management trend was born, Total Quality
Management (TQM), hereafter mentioned as TQM. Moreover, in a time of declining resources because of
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the severe economic crisis in Greece, combined with the high demand of higher education to satisfy its
stakeholders, the need to provide more quality with less means was created (Rosa et al, 2012). TQMs
application in every subject of high education institution has offered a viable solution to that problem.

TQOM was initially implemented in the private sector having successful results (Heras, 2006), from
which according to Sarrico et al., (2010) many efforts have been made for this to be transferred to higher
education systems and institutes, aiming at continuous improvement. This fact has created a debate of how
well TQM can be applicable to Higher Educational Institutions, by creating three different approaches (Rosa et
al.,, 2012).

First of all, several authors (Massy, 2003; Birnbaum, 2000; Pratasavitskaya and Stensaker, 2010) have
declared that quality management principles that came from the private sector had no applicability to
HEIs due to the fact that those foundations had basic differences in their formation, characteristics and
ethos that made it difficult to implement such a philosophy on them. According to Harvey (1995), every
attempt to improve quality through the application of quality management in HEIs failed, because many
obstacles appeared during that process. More specifically, due to the fact that the terminology that came
from the private sector was completely unknown to the academic society, which was strongly attached to
its concepts and principles. TQM application was very difficult in HEIs (Rosa et al., 2012). Birnbaum
(2000); Rosa and Amaral (2007); Pratasavitskaya and Stensaker (2010) accused many factors, the most
important of which are from on the one hand the existence of: bureaucracy in decision making processes,
resistance to everything new, less experience in team work and on the other hand the inexistence: of
communication channels, strong leadership and conciliation among TQM, values, traditions and purposes
of HEIs.

In contrast, another theory (Rosa, 2003) supported that despite the fact that HEIs were not a private
sector, some primary principles that came from it can be implemented, as long as they follow the rules,
objectives and strategies of institutions. Similarly, Williams (1993) defined those management principles,
some of which were the existence of management procedures, partake of academics, employees and
personnel, pleasure of client’s needs and wants, all of which improved quality management in HEIs.
Being on the same wavelength Harvey (1995), also supported that some of the elements of TQM can be
adapted to HEIs such as delegation of responsibility for quality and teamwork. In conclusion we could
say that the above theory was basically a mild form of approval to use TQM in HEIs.

Opposing the first approach, the third theory claimed that quality management principles could
perfectly be implemented in institutions, where motivated academics and students would have taken part
in an improved process, by achieving more aims with less means (Sahney et al., 2004; Campatelli et al,,
2011; Cruickshank, 2003). This theory has been examined in several papers (Rosa and Amaral, 2007;
Campatelli et al., 2011; Osseo-Asare Jr. and Longbottom, 2002; and Doeleman et al., 2014).

This debate became an obstacle in reaching an agreement about the real meaning of quality and its
consequences in higher education. In addition, one of the most significant issues that HEIs are dealing
with is that they are multidimensional (Sarrico et al., 2010), due to the fact that HEIs are executing
numerous and various missions. HEIs stakeholders have diversified needs and wants related to higher
educational issues. This diversity has led to different ways of evaluating higher education, which would
reflect the multitude of concerns and ambitions that came together into each HEIs. Thus, various models
like EFQM that evaluate Institutions have been developed in order to satisfy the variety of different
approaches into a unified scheme (Sarrico et al., 2010). These models are the tools that supply guidance in
every HE], in order to accomplish academic excellence.

A well-organized strategy of TQM in educational institutions can reduce the expenses of quality
management improve effectiveness and achieve a higher degree of excellence (Samson & Terziovski,
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1999). Most surveys have focused on the results of implementing TOM systems on administrative
effectiveness with the help of self-assessment instruments.

At the beginning, HEIs in the United Kingdom (UK) responded very late to the global pressure of
enhancing the performance of higher education. Only a small number of HEIs have adopted a TQM tool
(Kanji et al., 1999). Later, many HEIs in UK have adopted the certification of quality of the European
Foundation for Quality Management (EFQM) award, which was based on self-assessment (Osseo-Asare
Jr. and Longbottom, 2002).This model was also deployed by many HEIs in 38 European countries (Rosa
and Amaral, 2007).

TQM was established in USA because of the critical situation of the educational system that was
facing in the 1980s due to the limited funding and complaints for better education (Kanji et al., 1999). HEIs
in USA have adopted the Malcolm Baldrige National Quality Award

(NBNQA) as a diagnostic tool which is also based on self-assessment. (Osseo-Asare Jr. and
Longbottom, 2002). Those HEIs that had supported quality management have experienced significant
alterations in students’ courses and management.

However, there are some critical points that prevent the effective implementation of TQM in HEIs.
Those points have to do with the incorrect use of some critical success factors such as leadership,
organizational culture and customer. More specifically the lack of team working among administration
staff affects negatively the effectiveness of Leadership. The existence of inflexible administration and
competition among departments for acquiring resources may downgrade the primary role of
organizational culture. Finally, when ambiguity exists in HEIs about who their customers are, then TQM
implementation becomes difficult (Srivanci, 2004).

It was difficult perhaps not to able to come up with a monadic and unambiguous statement of the exact
meaning of TQM (Goémez, Martinez Costa and Martinez Lorente, 2015) because there was a variety of
definitions that attempted to decipher the concept, values and content of the TQM. Looking back on
previous contributions (Dale, 2003; Eriksson and Galvare, 2005) the basic perception of experts seemed to
state the exact meaning of TQM as a management-driven theory from some guiding inceptions or main
ideas that incorporated the style that corporation was anticipated to work, which, when linked efficiently,
will reach excellence.

TQM has been explored from a technical or hard perspective (Labovitz et al. 1993; Evans and
Lindsay, 1999) emphasizing the value of improving various production methods and operations, setting
up working methods through the initialization of well-defined procedures, so as to maximize the quality
of products and services supplied to clients which as well has been explored from the social or soft
perspective (Tseliou, 2005; Bounds et al., 1994) emphasizing the value of teamwork, leadership, training
and employing involvement. These two approaches nowadays are not adopted (Bou-Llusar et al., 2009;
Calvo Mora et al., 2014; Dahlgaard & Dahlgaard - Park, 2006; Noe et al., 2015; Armstrong and Kotler 2015)
because they don’t analyze relationships separately but as a whole in a more holistic form. Thus, the social
and technical aspects of TQM are related and collaborate with each other continuously. This holistic
perspective also reaches the awaiting outcomes of a TQM initiative, as there must be an equilibrium
among the concerns of the stakeholders when the company determines TQM applications (Fissher and
Nijhof, 2005). Despite the fact that there is no monadic definition of TQM, many relative characteristics can
be discovered in many of the procedures that arise from it (Harvey, 1995).

According to Oakland, (1994) the main features of TQM were dealing with the determination of
customer-supplier relationships, establishment of a management process system, change of mentality of
the organization into a TQM mentality. Improvement of communications throughout the organization
and commitment to quality in order to achieve its main objectives which were complete customer
satisfaction of the organization over time, long-term complete satisfaction of employees in the effort of
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customer satisfaction and development of a permanent mindset for the employees of the company. The
effort to achieve the above goals would have become a normal expression of the organizational "culture"
of the organization (Holeva, 2014; Tsiotras, 1995; Kefis, 2014) focusing on creating team spirit among
employees, and paying more attention to human relationships. In the same way Venkatraman (2007)
argued that TQM framework was composed by leadership, quality culture, continuous improvement and
innovation, employee involvement, quick reply and administration information, client-operated quality
and cooperation improvement.

The dissemination of an organization’s vision is an obligation and duty of the "Administration". This
vision sets general goals which are achieved through the right policy and are synchronized with all the
objectives and procedures of the organization (Simeonidou, 2015). The implementation of TQM is favored
when business is developed to remain alive in a highly antagonistic workplace, by improving
administrative infrastructure. Commitment of leadership and administration to implement TQM,
development of appropriate techniques and changes through continuous training of employees, changing
mentality and targeting to meet the needs of both customers and employees, systematic participation of
all employees, priority to continuous improvement and incorporate quality into process design are some
of the steps to be followed (Dervitsiotis, 2001).

2.2. Total Quality Management Components

According to Akrivos et al., (2009) one of the most significant components that lead to the effective
implementation of TQM in an organization is Administrative Leadership - Commitment and
Commitment to Quality as Leading organizational culture and behavior, as well as leadership and
structure standards that are very important factors for an organization. Furthermore, Universal
participation - Employee empowerment stimulates and activates workers in communicating and taking
part in decision-making. Additionally, one more component of TOM is the customer-supplier chain.
Several criteria for assessing suppliers, such as their reliability, historical analysis, and interviewing prior
to their collaboration, have been established to provide the best possible relationship between customer
and supplier. These evaluation criteria are susceptible to statistical analysis, with a view to the prevention
of errors, which is a core principle of TQM. Process improvement is also an important component of
TOM, which aims to improve business activity and thereby maximize customer satisfaction. Finally,
continuous improvement through the continuous training of new skills and knowledge helps the
organization to fast respond to the new politics of modernity.

To conclude, "The implementation of an TQM program does not only entail changes in the
organizational structure or administrative processes and resource allocation but also brings about changes
to the fundamental values on which business action is based. Therefore, consideration should not be given
to designing and implementing the TQM in the technical details or in the quest for the true will to
succeed, but on the resistances to change stemming from the prevailing administrative culture.
Integrating the value of quality into the philosophy, culture, and identity of a business or organization is
the first essential step in reforming and eventually maintaining it in its turbulent operating environment"
(Akrivos et al., 2009).

2.3. Total Quality Management Model - EFQM

A foundation takes a significant strategic decision for its development when it adopts a quality
management model. The plan and performance of an Institution's quality management system is affected
by workplace and alterations in it, risk associated with it, various needs, specific objectives, products it
supplies, procedures it implements and finally extent and organizational formation (ISO, 2017).

TOM is a carefully planned, integrated, continuous, interoperable and interdisciplinary strategy
that should be put into effect in every foundation and aims to improve processes, products and services
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through continuous improvement of quality, systems, performance and reliability (Milakovich, 2005). The
International Quality Organization has developed recognized quality systems, and also National Quality
Awards have been developed, which represent important alternative sources for quality system
management (Akrivos & Psaropoulos, 2008).

One of the most widespread models of TQM is the European Model of Business Excellence (EFQM
Excellence Model). Pratasavitskaya and Stensaker (2010) argue that its reference is of particular interest
since the analysis of such quality model at HEIs has been rarely mentioned in literature. Likewise, some
HEIs have started to think its implementation, as has been mentioned in literature (Osseo-Asare Jr. and
Longbottom, 2002; Calvo-Mora et al. 2005; Rosa and Amaral, 2007;Campatelli et al. 2011), due to the fact
that it supplies a monadic frame for the estimation of value of an institution and powerfully recommends
the application of a continual amelioration process (Campatelli et al. 2011)

European Foundation Quality Management (EFQM Excellence Model)

This model (EFQM) was founded in fourteen Western European countries, in 1988. In 1991, the
Foundation instituted the "European Quality Award" to distinguish businesses that are distinguished by
high quality performance. In 2006, it was decided to rename the “European Quality Award” to a
“European Foundation for Quality Management” (EFQM Excellence Award) (EFQM, 2017).

In Greece, the national representative of this model is the Hellenic Business Management
Association (EEDE). The European Model of Business Excellence is a tool that supports self-evaluation,
benchmarking and continuous improvement of the organization (Karipidis, 2012).

The central idea of this model is supported by the belief that the “human resources” of the

”voou

organization, its “customers”, “society” and its overall performance are achieved through “leadership”,
“strategy”, “human resources”, “processes”, “collaborations and resources”. For each criterion, a different
percentage of gravity is defined, which reflects its contribution to achieving "business excellence" (Loffler
& Vintar, 2004). Its main purpose is to promote and ensure a methodical and gradual rise in the quality of
European foundations, so as to become stronger in the international market (Herget & Hierl, 2007).

EFQMs’ enabler criteria contain both the social and the technical factors of the TQM approach.
These factors are mutually related. A “result excellence” forms the basis for the four result criteria. In such
a way the EFQM model stands for a TQM method (Bou-Llusar et al., 2009).

Due to the fact that “EFQM” was initially connected with business sector, the academics didn’t
support it warmly. In that way it was implemented in a few HEIs. On the other hand the continuous and
growing demands of society for high quality, the need for accountability in society and the growing
presence of the market in HEIs have highlighted the importance of quality, management, safeguarding
and improvement of an undeniable reality that covers education, testing, analysis, services and
institutional techniques (Rosa and

Amaral, 2007). As a result, some HEIs have begun to consider its implementation (OsseoAsare ]Jr.
and Longbottom, 2002; Rosa and Amaral, 2007). In addition, since “EFQM” is globally becoming famous
and is acceptable as a framework for estimating, managing and bettering the quality of European
organizations, it can be considered that adapting its fundamental formation could serve as a self-
assessment technique for HEIs, performing as an interior quality management tool, confidence and
progress (Rosa and Amaral, 2007).

By adopting EFQM model the organizations can find the way to Excellence and TQM, learn a self-
assessment technique that identifies opportunities for improvement and enables them to plan
improvement activities. Additionally, the organization could distinguish, pleased and dedicated clients,
winning leaders and good sense of objective throughout the Institution. Simultaneously, the organization
can be benefited by steady and well-managed change. People and all interested parties are engaged and
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motivated using data in an effective and efficient way. Finally, pride and desire lead to further
improvement, the use of EFQM minimize firefighting and repeat problems, while innovation becomes a
rule with excellent results, including financial performance (Karipidis, 2012).

According to Calvo - Mora et al.,, (2006) the EFQM excellence model is a framework of non-
specification that defines nine criteria that each organization can use to evaluate progress toward
excellence. The dimensions of the model (Figure 2.3-1) could be distinguished into two categories which
are the five identifying factors or enablers and four result types (Safari et al., 2012) which are explained
below. The enablers as activators present the path the Institution follows and the results focus on
accomplishments related to its stakeholders (EFQM, 2003).

Figure 2.3-1 EFQM Model in Action
Enablers

Results 3

Processes, People Results Business Results
Products &

Services
Strategy Customer Results

| Partnerships & | Society Results
Resources _

Learning, Creativity and Innovation

©EFQM 2012
Source: (EFQM, 2018)

A. Identifying factors description or Enablers

Leadership. As Calvo-Mora et al., (2005) argue “leadership” takes action as a lever for an institution
and guides strategies for implementing vision, mission, values, ethics, and behavioral patterns through
the management of “resources”, “people” and “processes”. The theory of TQM states that leaders who are
flexible, allowing institution to respond in an appropriate way to make certain its continued
successfulness, can coordinate people’s actions in order to achieve the organization target. Particularly,
leaders should not change the organization’s workplace in which members of staff participate in the
process of achieving organization targets (Lewis et al., 2006 as cited in Sadeh et al, 2013). Also, leaders can
identify, monitor, review, and drive improvements to the management system and performance. For the
same purpose, leaders should also cooperate with partners, customers, and representatives of society,
setting up distinct standards for them (Tari et al., 2007), so as to enhance the culture of excellence and
ensure flexibility and effective management. According to Sadeh and Arumugam (2010), “leadership” is
the factor that is most effectual, which has the biggest impact on the other excellence meanings.

Strategy. Performing successful strategy requires effective and efficient partnerships, resources,
measurement systems and organizational structures with particular care to quality objectives and
procedures (Lobo and Ramathan, 2005), which are developed
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by focusing on stakeholders (customers, employees and society), and the external environment. In
fact effective strategies according to Thompson et al., (2013) are comprised of competitive operations and
business approaches that managers use to enhance business, attract and satisfy their clients, compete
successfully, perform operations, and achieve the desired levels of economic, social and ecological
sustainability, through a continuous process of development, inspection and update. Furthermore, the
logic of TQM shows that both strategy and policies are communicated and developed with plans,
processes and objectives.

People are put in order, involved, empowered and interact effectually within the organization so as
to feel the care of the organization for them. As Tari et al.,, (2007) argue employees are the ones who
execute the procedures, so that people are the key elements that are able to operate in such procedures to
enhance the quality. More specifically, performance of people management project such as developing
their skills and promoting fairness and equality finally will lead to better quality products and procedures
(Phan et al., 2011). People's plans support the organization's strategy and their knowledge and abilities are
being developed. According to Safari et al., (2012) human resources appear as the basic idea for estimating
the competitive assets of organizations. To conclude, people are those who are informed, rewarded,
recognized, encouraged, and committed and use their skills and knowledge to benefit the whole
organization.

Partnerships and resources. Planning as well as management deal with the organization's
relationships (with partners and suppliers) and resources in a way that supports strategy and policies, as
well as the efficient operation of processes (Calvo Moral et al., 2006). For example, the production of good
products succeeds through the supply of high-quality raw materials from competent suppliers. In such a
way competent supplier and high-quality raw materials positively affect the management process
(Kaynak,2003). Managing material assets such as buildings, equipment, supplies and stock, natural
resources in a sustainable way will enhance the image of the above criterion. Finally, new technology,
knowledge and information management will help to make effective decisions on its environmental and
societal impact of the organization.

Procedures, products and services. The above criterion has as an objective the fulfillment of needs
of its stakeholders. Process management has a direct impact over

its stakeholders and more specifically over clients, staff and community. As Sit et al., 2009 claim that
in order to achieve customers satisfaction, process management should be continuous because it is
connected to many crucial customer’s characteristics. Moreover, since the processes are designed and
managed to optimize stakeholder value, the employees are benefitted more due to the fact that all these
processes are performed by them. According to Eskildsen et al., 2000, the process management also
contains the appliance of environmental systems, that influence the successfulness of society.

B. Results

Customers are categorized into two groups of measurements: The first group is based on measuring
customer perception based on their satisfaction, dedication or value to the business (effectiveness).
Measurements can be made in a variety of ways, directly or indirectly, with customer inquiries, focus
teams, supplier evaluations, customer comments, customer grievances, etc. The second group of
measurements develops from the inside of the organization that tries to monitor, understand, improve
performance, and anticipate the perception of its external customers (profitability). In this way, the
organization evaluates indicators for its operations per day, week, month, etc.,, in order to predict
customer perception or satisfaction long before it is measured. According to Madan (2010) this criterion
has to deal with the priority of satisfying external customers.
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People are categorized into two sets of measurements. The first group of measures (efficacy) counts
the perception of the people about how they feel with themselves, their work and the organization. These
are subjective information - indicative of the relationship between the organization and its people. The
second set of metrics (efficiency) deals with people's performance and includes indicators that show how
well they work or how well they are delivering. With these indicators, predictions of people's perceptions
are made. They are classified into five groups: participation and involvement, definition of goals,
capabilities and accomplishment of activities, execution leadership, teaching and job development, and
interior communication. According to Osseo-Asare and Longbottom (2002), well-motivated and well-
trained employees that are satisfied, will do their jobs more efficiently, having a positive impact on
students (customers) performance.

Society is considered the environment in which the organization operates, and every person or
group influenced by the existence of the organization. Customers and partners are also included in roles
other than those of traders, e.g. not in their professional transactions but in their family life. The first
group of measures (effectiveness) counts the perception of society, directly by surveying opinions and
indirectly by collecting data from published reports, public meetings, public figures and authorities. The
second measurement group (efficiency) includes internal performance metrics applied by the institution
in order to watch, comprehend, predict, and upgrade performance. Such measurements are related to
volume, frequency, time, weight, etc., and it is easier for an organism to carry out, e.g. waste volume or
the employment time of unemployed young people.

Business results. The results of an organization are important for all stakeholders. From the critical
results, interest is focused on those that are most important for the organization to understand
performance and to satisfy its stakeholders. The measurements are sorted into two parts. The first part has
the crucial strategic results, including the economics. The second part has critical performance indicators,
including measurements to watch, comprehend, forecast and succeed better critical results. The type of
results is determined by the performance management system so that interested parties are satisfied.

2.4. Internal relations among the variables of EFQM

As stated by the official excellence model of EFQM 2003, extremely good outcomes in terms of
“performance”, “clients”, “individuals” and “community” are accomplished through “political and
strategic leadership” guidance provided through “individuals”, “cooperation and resources” and
“procedures”. Gomez et al., (2015) argue that the graphical diagram of EFQM model (EFQM, 2018) depicts
a cause-effect relation among the enablers and result variables (Gomez et al., 2015). In a similar way
Garcia-Bernal et al., (2004) support that an organization in order to achieve excellence in the financial
sector, must pay close attention to all relationships of its quality elements. Also, Bou-Llusar et al., (2005) as
cited in (Safari et al., 2012) argue that fundamental prerequisite to achieve excellence in results is
accomplishing superior results in enablers. Consequently, interrelationships among the different criteria
of EFQM excellence model exist. In those relationships, the enabler’s variables are accountable for the
performance of result variables. Excellence will be achieved through being successful in all individual
areas of all variables.

In the last few years many studies have been made on this issue, sometimes analyzing direct
relations among the variables (Calvo-Mora et al., 2005; Calvo-Mora et al., 2006; G6mez- Gémez et al., 2011;
Heras-Saizarbitoria et al., 2012; Sadeh et al., 2013) starting from the left side (the enablers) and ending to
the right side (the results) and other times indirect relations among the variables (Safari et al., 2012). A
third approach which is a mixture of the above mentioned two approaches, analyses both the direct and
indirect relations among the enablers and result criteria (Zade et al., 2011).
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Another different approach from the above mentioned studies, which was followed by Bou-Llusar
et al. (2009); and Calvo-Moral et al. (2014) was mainly focused on analyzing how the enablers affect the
total performance of the organization as a whole (holistic approach) by taking into consideration the social
and technical characteristics of the enablers.

Finally, it could be said that although there is a large number of researches on this subject, the
conclusions are not very clear. Moreover, many interrelationships that aren’t referred to the classical
model of EFQM have been found (Dahlgaard-Park, 2008). Thus, it is urgent for researchers to execute
more empirical studies so as to discover the possible links among the enablers and results variables, of the
EFQM model.

2.5. TQM in Greek Tertiary Education

Increased access to higher education, increased social accountability, reduced government subsidies
led to the need to find different sources of income. Changes in student population, the need for adaptable
teaching stemming from evolutions in information technology, worldwide integration and the need for
coherence in education principles have guided to the establishment of quality models in tertiary
education. (Abbot, 2000; Altbach, 2000; Gordon, 2001).

HEIs have put into action the TQM model in order to repeatedly confirm the highquality of
education anticipation so as to overcome current challenges (Ardi et al, 2012). In addition, TQM
excellence model has also been implemented in international universities and colleges (Grant et al., 2004).
In the same way many educational organizations in developed countries such as Canada, UK Singapore,
USA Switzerland and Australia have also applied quality management models (Law, 2010; Dumond and
Johnson, 2013). The same happens in countries such as Malaysia and Turkey (Grant et al., 2004).

In addition, efforts were made to create a European platform, in the form of a coordinating advisory
body for these procedures, aiming at strengthening and converging evaluation procedures while
safeguarding national specificities and autonomies (Fasoulis, 2005). Thus, the European Union has set up
various initiatives that have guided to the establishment of the European Quality Management
Foundation (EFQM, 1995), presentation of a proposal for European cooperation in the area of quality
assessment of tertiary education and setting up the European Network of Quality Assurance (ENQA)
(Fasoulis, 2005).

The European Union’s council, in 2007 due to globalization, made a statement on the modernization
of HEIs in order to achieve the modernization of HEIs of Europe as a key element of improving
competitiveness based on knowledge transfer and innovation, adequate autonomy, improved governance
and quality assurance as a driving force for change in Tertiary Education (Edwards et al., 2009). HEIs are
invited to participate in and react to the rapidly changing phenomena of competition, education that is
progressively, consistently and irrevocably globalizing, economy, entrepreneurship and the international
market, political and social currents and the threatened resource shortage that affects a large part of the
planet.

The quality parameters of tertiary education are (Edwards et al., 2009):
e the adaptability of higher education goals to each curriculum for scholars who will exist in an
energetic professional and flexible environment.
e the adaptability of the curriculum, which will take into account the basic fields of knowledge, as
well as the alterations in the extrinsic environmental factors of HEI's.
e the results of tertiary education regarding the models of knowledge, skills and attitudes of
graduates.
o facilities, organization of study programs, etc. (Scheele, 2000)
Quality assurance (QA) in tertiary education takes into account the definitions of the Phase report (1998):
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e Quality assurance is a general term that includes all policies, processes and actions that maintain
and enhance the quality of tertiary education.

¢ Evaluation, is the systematic and critical analysis of the quality of higher education

e Quality evaluation is synonymous with the assessment, particularly when it is an external
element.

e Quality oversight is the assessment of an institution that initiates procedures for quality
assurance.

TQM is so widespread that from its roots in private sector, in manufacturing, in services and health
care today is penetrating administration and development of knowledge (Venkatraman, 2007; Campatelli
et al. 2011; Mehta et al., 2014). Finally, improving the performance of HEIs has become a universal matter
in all nations of the globe (Zabadji, 2013).

Based on the above fundamental directions regarding the implication and the assessment of TQM
in Higher Educational Institutes a useful tool can be constructed to measure TQM based on the EFQM
model. This gap is going to be covered in the framework of the study presented here in.

3. Methodology
3.1. Research Design
3.1.1. Deductive approach

The approach of deduction is a prevailing research method in natural sciences, where legislation
introduces the base of clarification, permits the prediction of phenomena, foresees their occurrence and
thus allows them to be checked (Collis and Hussey 2003). In deductive reasoning the researcher starts
working from general statements leading to more particular ones, moving from an undoubtful theoretical
point that has been developed before the data collection and its analysis (Saunders et al, 2009). The
opposite happens for inductive reasoning. More specifically, it starts from a general theory. It is narrowed
down into a specific hypothesis that is tested. It is also narrowed down more in order to collect specific
observations to test our hypothesis. Finally, an analysis of the previous observations helps us to confirm
or reject our theory.

According to Bryman and Bell (2015), the deduction approach includes six steps which are:

Theory Hypothesis Gathering of Discoveries Hypothesis Review of
data approved or theory
disapproved

In this study the deductive method was chosen for various reasons. First of all, it looks much linear
in an explicit and particular order while one step follows the other (Bryman & Bell, 2015). In addition, the
deductive approach is a quicker method due to the fact that the concepts are grounded on a short-
extended time of data collection, as opposed to the inductive approach. Deduction has a small possibility
of failure, although dangers exist, like the possibility of respondents not giving back the answered
questionnaires to the researchers. It also emphasizes scientific principles. This well-structured method is
used to make clear any causal interrelationships among variables as well as to collect quantitative
information in visual display (Saunders et al.,, 2009). Finally, the above approach is applied so as to
examine hypotheses that have been developed, grounded on the existing theory.

3.1.2. Quantitative (statistical) research
The deductive method is generally applied to research that is quantitative and causal whilst the
inductive method is applied in qualitative and exploratory research (Saunders et al., 2009; Bryman & Bell,
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2015). According to Saunders et al.,, (2009) quantitative research (statistical) is mainly deployed as an
equivalent for every data gathering method (like questionnaire) or data analysis process (like statistics or
diagrams) that produces or deploys figures. It is basically based on the application of statistical methods
to identify specific points of views for the sample or the population (Huesco & Cascant, 2012). On the
contrary, qualitative research (non-statistical) is mainly deployed as an equivalent for every data
gathering method (like an interview) or data analysis process (like categorizing data) that produces or
deploys nonarithmetical data. So, the main reason that the researcher chooses to adopt the above-
mentioned method is that is grounded on the concepts that come from figures, gathering outcomes in
arithmetical and conventionalized data and analysis is operated by using graphs and statistics.

3.1.3. Primary research

Primary research is used in this study, since there is an effort to answer questions relevant to
Higher Education Institutes. Primary data was gathered through a well-structured questionnaire by
interviewing the administration, administrative staff, educational personnel and other kind of Labor
relationship of HS]J.

3.1.4. Explanatory research

According to Saunders et al. (2009), researches that set up causal interrelationships among variables
could be characterized as explanatory survey. On the other hand, exploratory data analysis (EDA)
emphasizes the deployment of graphs in order to investigate and comprehend the data. Well-structured
interviews could likewise be developed in connection with an explanatory survey, in a statistical meaning,
in opposition to exploratory studies that cannot be used. However, explanatory survey needs data to
examine any statement.

In this research design the researcher uses the explanatory or analytical method in order to help us
test and make clear interrelationships among variables, especially in cause and effect interrelationships
(Saunders et al, 2009), in terms of enabler and result criteria.

3.1.5. Empirical study

The methodology applied is an empirical study that is used so as to pursue our objectives, because
it is built on the gathering and analysis of primary data, based on observation and experiences. The
researcher uses this method in order to explore more thoroughly the causal relationships among the
agents and results criteria of EFQM excellence model (Westlund, 2001).

3.2. Data Collection

In this research study the researcher uses the case of HS] because EFQM has been applied to several
ordinary HEIs but never in a HEI which has a special mission.

For data gathering, a structured questionnaire was developed during the month of March, adapted
for HEIs, in order to select primary data from the population. So, the researcher follows the self-
assessment method. The scope of the above tool is to evaluate some dimensions proposed by the EFQM
excellence model from literature. Personal interviews were conducted. Closed questions (Dillman, 2007)
or compulsory selection questions (deVaus, 2002), were used in order to supply different replies from
which the respondent was called to select. This kind of question was used due to the fact that it was faster
and less difficult to be answered, as it required the minimum effort in writing. In addition, codes were
added to response categories in order to help us during the process of data analysis. The sampling frame
was obtained and all members of it were approached for this research.

3.3. Data Analysis

Data analysis is carried out with the help of descriptive statistics and correlation analysis.

Descriptive statistics are applied to pursue the first three objectives, while the correlation analysis is used
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to pursue the fourth one. From one hand descriptive statistics is used to evaluate the operations and the
performance of HS]'s services, to identify the good practices and the points to be improved. On the other
hand, correlation analysis is used to see how strong or weak the relationship among the different variables
of the enablers and results is. In order to pursue the above processes, the researcher uses SPSS Statistics
version 20 software package.

Cronbach alfa is used to examine the reliability of the data that was gathered from the structured
questionnaires that were completed by those interviewed. Cronbach alfa was above the 0.90 level in all
dimensions, which demonstrates an excellent level of statistical reliability, indicating that the objects are
working on the same underlying construction. Thus, reliability is confirmed by the fact that Cronbach’s
alfa coefficients values fulfil the cut-off value of 0.7 (Prajogo et al., 2016). It is worth mentioning that due
to the fact that the customized questionnaire, which was based on the EFQM model and previously
developed questionnaires, it is used extensively in literature, its reliability and validity had been verified.
Hence, no pilot survey was necessary.

Moreover, the EFQM’s validity and reliability is proven through its empirical implementation to
various sectors (Sudrez et al., 2014). According to Calvo-Mora and Criado, 2005 as cited in Suérez et al.,
2017, this fact has been confirmed in areas such as education.

3.4. Instrumentation

In order to proceed with the targets of this survey a well-known theoretical framework and
structure was adopted from literature with some modifications that were made in order to adapt to the
particularities of HSJ, but the structure and the theoretical framework were maintained as such in the
model. The wording of the questions was made so that depending on the type of the question, the
practices applied to the HSJ in an understandable way, so that there was no ambiguity in their content.
The questionnaire that was deployed, was grounded on the self-assessment matrix developed by EFOM
model (EFQM, 2018).

This framework has nine dimensions (five “enablers” and four “results”), named as “leadership”,
“strategy”, “human resources”, “partnerships and resources”, “processes, products and services”,
“customer results”, “people results”, “society results” and “business results “. So, the questionnaire was
separated into ten categories, the initial five of which had to do with the enablers, the following four had
to do with results and the last one had to do with demographic information. More specifically, the
questionnaire consisted of sixty-one (61) questions, including demographic questions, which were related
to gender, age, educational level, employment status, years, and work relationship to the organization.
The first fifty-five (55) questions were grouped into nine (9) groups of questions, which corresponded to
the nine (9) main criteria of EFQM model and which were separated into two (2) main categories. The first
category concerned the identification factors for the EFQM model in HEIs and consisted of the first five (5)
criteria of the model: “leadership - administration”, “policy - strategy”, “human resources”, “relations-
partnerships and resources”, and finally “processes and services”. The second category is consisted of the
following four (4) criteria of the model such as: customers - students, human resources, community and
business results.

A five-step Likert scale was used, with the following options:
Strongly Disagree =1,

Disagree=2,

Neither Agree nor Disagree=3,

Agree=4,

Strongly Agree=5
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This approach made it possible to assess the commitment of the organization to each criterion and
sub-criterion and supplied a rating that measures the coherence among systems and outcomes of
organizational quality and the model of excellence. Therefore, the questionnaires were helpful for creating
a quality standard and for identifying deviations in organizational results (Bou - Llusar, 2005). The
wording of the questions was made so that depending on the type of the question, the practices applying
to the HEIs were in an understandable way, so that there was no ambiguity in their content.

Staff involvement in the study was based on individuals free will. The completion of the instrument
by the participants with the presence of the interviewer was an advantage in a way that clarifications if
required could be provided on the issues under consideration and furthermore fewer missing data
appeared.

4. Research Findings

In this section, the findings of the survey are set out in relation to the answers of the HS] staff. The
analysis and the description of the results refer primarily to each question, followed by a short analysis
and description of the criteria and finally, the total results are presented.

4.1. Demographic Characteristics

Out of the one hundred and forty-four (144) questionnaires expected to be completed, a response
rate of 65.97% was observed, thus ninety-five (95) questionnaires were completed.

Education Level: Of all the respondents, 18,28% are graduates of tertiary education, of which
41,94% hold a postgraduate diploma and 36,56% hold a doctorate Finally, a minority of 3,23% are
graduates of Secondary Education. The Administrative Staff and even more the educational personnel are
highly educated. Labour Relationship: Out of the outcomes of the study, the plurality of the respondents
(76,09%) is from Educational Personnel, followed by a 19,57% percentage of the respondents that are from
the Administrative Staff, and finally the rest 4,35% is from another kind of Labour relationship. Age: The
majority of respondents 39,78% are over 56 years old, with 34,41% between 46-55 and 22,58 % between 36-
45. Finally, just 3,23% are between 26-35 years of age. The administrative council chooses to select highly
educated people as administrative staff and educational personnel, in order to accomplish its goal. This
explains the fact that HSJ] employs the above two categories that are in the older age ranges. Years of work
in HSJ: The highest percentage of respondents 35,87%, have worked at HS] for 2-4 years, while 32,61%
have work for 0-2 years. A percentage of 18,48% have worked for 4-10 years while 13,04% have worked
more than 10 years .Gender: Of all the correspondents 56,99% are men, while 43,01% are women .A
significant objective is to keep a balance among the two genders in order to be equally represented and
that seems to have been achieved to a large scale. Employment Status: Most of the participants are Judges
(42,39%), while 20,65% are Professors The administrative council of HS]J prefers to choose more Judges as
educational personnel in relation to the other categories of teaching staff.13,04% are Employees, 9,78 are
Scientists, 543% are Heads of departments, 4,35% are Lawyers and finally, 2,17% are Public Operators
and Directors.

4.2. Current magnitudes of the “enablers” and “results”.

Processing and analysis of the answers to the questionnaire follows, which is grounded on the nine
(9) criteria of the EFQM model, identifying the good practices already in place and the points that need to
be improved.

Questions related to Leadership

Generally, it can be seen that the plurality of participants gave positive answers to the questions
related to “leadership” .Especially, in the first question of the above criterion it is obvious that the
respondents believe that HSJ has succeeded developing and sharing the mission and vision of HS] The
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highest percentage (72.63%) of positive answers was given to the above question. On the other hand,
although the plurality of respondents agrees that “leadership” creates a culture of excellence for
employees and also that “leadership” encourages and promotes creativity and innovation for workers, the
percentage of these positive answers is the lowest (64,21%). From the results of the answers of the first
criterion, it has been concluded that “leadership” should give more motives to the employees in order to
create a culture for excellence, creativity and innovation.

Questions related to Strategy

Most of the participants answered positively to all the answers of this specific variable. The highest
percentage (83.16%) of positive answers is noted in the third question of this criterion showing the strong
belief of the respondents that HSJ's “strategy” can be modified to respond to environmental changes.
Nevertheless, the lowest percentage (60.00%) of positive answers is noticed in the last question of the
above criterion, depicting a significant difference in comparison to the third question. Thus, HS]'s strategy
and the way it can be achieved should become more widely and more regularly communicated to staff.

According to the outcomes of the criterion relative to “strategy”, HSJ should give more attention to
the needs and wants of its stakeholders by providing them a clearer strategy plan which would be
controlled and improved continuously.

Questions related to People

HSJ seems to give high priority to the issue of care, health and safety since the highest percentage
(91.58%) of positive answers is observed in this last question of this criterion (table 4.2-20). On the other
hand, the lowest percentage of positive answers is noted in the first question because the plurality of
participants at a rate of 57.89% generally agreed that the HJS's strategy includes a plan for the “human
resources” (people) that will be needed in the future. As a conclusion it could be said that the HS] should
improve its internal communication of “human resources” in a more effective and efficient way. Its
“people” should be provided with all the necessary means in order to become more skilled, creative,
talented and finally dedicated. A more transparent performance assessment system that would be more
meritocratic and rewarding will help in this direction. Thus, “human resources” would easier understand
the mission, vision, values and strategy of HS]J.

Questions related to Partnerships & Resources

The majority of respondents gave positive answers to the questions related to “partnerships &
resources”. More specifically, the fourth question of the above criterion, namely whether HS] manages its
finances in order to secure lasting benefits, gathers the highest rate (81.06%) of positive answers, showing
that little has been left to reach excellence in this specific area. On the other hand, a rate of 71.58%,
generally agrees that the HSJ] has chosen its partners and suppliers based on its strategy, which is the
lowest rate of positive answers in this criterion.

From the results of the answers of the fourth criterion, it has been concluded that HSJ should
improve its plans and management of choosing the appropriate external partners and suppliers, so as to
uphold its strategy and policy.

Questions Related to Processes, Products & Services

As can be seen from the tables of frequencies, the majority of the participants answered positively
to all the answers of this specific variable. However, the highest percentage (86,31%) of positive answers is
noted in the penultimate question of this criterion, showing the strong belief of the respondents that HSJ
manages and promotes relationships with students and employees in a way that creates mutual trust and
understanding. From the other side the lowest percentage (69,48%) of positive answers is noticed in the
fourth question of the above criterion. So, HS] should measure and refine the outcomes of the plans for
improving “processes and services” in a more effective way.
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According to the outcomes of the criterion relative to “processes, products and services”, HS]J
should give more attention to designing and managing processes having as a target the satisfaction of its
stakeholders.

Questions related to Customer Results

Generally, most of the respondents gave positive answers to the questions related to “customer
results”. All, the answers on this above-mentioned criterion have reached a rate between 70.52% and
77.90% which means that the HSJ has to improve its existing procedures in this criterion in order to
complete the remaining rate of about 25% to reach excellence. However, the highest percentage (77.90%)
of positive answers is given on the monitoring of students’ complaints and suggestions. On the other
hand, the lowest percentage (70.52%) of positive answers is given on the objectives that were set for
measuring student satisfaction.

As a general conclusion of this first result criterion is that HSJ should improve and continuously
implement measurements and surveys that show results on customers’ (students’) satisfaction, while
keeping a record of them, in order to use it for benchmarking each time it is needed.

Questions related to People Results

Looking at the rates from all the questions answered in the result criterion that is relative to “people
results” it can be observed that most of the relevant questions have been positively replied by the
respondents. The question that gathers the highest percentage (66.32%) of positive answers has to do with
the evaluation of adequacy of individual competencies in relation to the satisfaction of the needs of the
HS]J services. In contrast, the questions that gather the lowest percentage (51.58%) of positive answers
have to do with the conduct of investigations to assess employee satisfaction (table 4.2-44) and the
quantitative data from the last three years of survey results of employee satisfaction surveys, that HSJ
keeps.

In order to raise the rates in the questions of this result criterion the HSJ should take some
measures. More investigations should be conducted to estimate employee satisfaction, while keeping a
record of each for at least five years. On the one hand the governing bodies of HSJ should make known to
the employees the strategy that this specific School follows, while on the other hand they should make
large efforts to cultivate a communication channel based on mutual trust. Its individual’s competencies
should be evaluated in relation to the accomplishment of HS] targets. Better mechanisms should be
developed to evaluate and improve employee productivity, while the above-mentioned target should be
set to increase employee satisfaction, internal quality communication, reward and the ability to evolve.

Questions related to Society Results

At first glance of the frequency tables relative to “society results” it is noted that most of the
questions were answered positively by the respondents. Particularly, in the first question of the above
criterion which obvious that the majority of respondents believes that HS] has succeeded to systematically
support activities that encourage social activation of employees. The highest percentage (55.32%) of
positive answers has been given in the above question. Nevertheless, the lowest rate (43.16%) of positive
answers is given in the last question of the above-mentioned criterion, which had to do with the
quantitative data of the last three years of HS]’s social performance. Comparative to the other eight
criteria this specific criterion generally presents the lowest values of positive answers.

It is noteworthy to mention that especially on this specific variable a large rate of answers is
gathered in the “Neither Agree nor Disagree” choice of the Likert scale, where especially in penultimate
and the last question this percentage reaches almost the percentage of positive answers. In the future, in
order to transfer these high rates from the “Neither Agree nor Disagree” option to “agree” or “strongly
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agree” options, HS] administration should take some drastic measures of proving its continuous effort to
support activities that encourage their social activation to its personnel. In this direction, new developed
mechanisms for assessing the impact of the social environment on HS] and also for HSJ's image of its
social work in the local community and in the country in general, will help significantly. Finally, HS]
should keep a record of the quantitative data of the above social performance.

Questions Related to Business Results

Finally, in the last result criterion that is relative to “business results”, a high rate (61.95%) of
positive answers is detected in the third question that refers to mechanisms for assessing HS] economic
course with appropriate indicators. In comparison the lowest rate (52.69%) is noticed in the second
question that has to do with the mechanisms that HSJ develops for evaluating its performance in the field
of innovation.

From the results of the answers of the last criterion, it is conclusive that the administration should
give more attention to the development of innovative mechanisms that could evaluate its productivity
and operational performance. HS]J business and financial performance must be measured every year with
the use of appropriate internal indicators.

4.3. Descriptive Statistics of the structure variables
The descriptive statistics of the structure variables are presented below (Table 4.3.1):
Table: 4.3.1 Descriptive Statistics
Descriptive Statistics

Variable N Mean Std. Deviation | Minimum Maximum Limit/ Difference

Index
Leadership 95 23,31 5,75 10,00 30,00 18 5,31 23,31>18
Strategy 95 23,12 4,98 12,00 30,00 18 512 23,12>18
People 93 31,37 7,12 15,00 40,00 24 7,37 31,37>24
Partnerships & 94 32,67 6,22 17,00 40,00 24 8,67 32,67>24
Resources
Processes, 95 32,44 5,88 19,00 40,00 24 8,44 32,44>24
Products & Services
Customers 95 20,23 3,68 12,00 25,00 15 5,23 20,23>15
Results on People 95 21,74 6,53 7,00 30,00 18 3,74 21,74>18
Society Results 94 13,96 4,02 4,00 20,00 12 1,96 13,96>12
Business Results 90 14,76 3,76 4,00 20,00 12 2,76 14,76>12

From the first five criteria of the above table, which are the determinants of EFQM model
implementation in HEIs, it is firstly observed that the average of the fourth criterion which is
"partnerships & resources" has a higher degree than the limit/index 8.67 (difference), which means that
the participants strongly believe that partnerships with suppliers, internal resources, information, material
assets, new technology and knowledge are aligned and effectively used to achieve the organizational
overall strategy.

Secondly, the average of the enabler criterion “strategy” has the smallest positive difference that is
5.12. Although there is a remarkable positive difference there is still room for further improvement. Of the
following four criteria, which are the results of the successful or nonimplementation of the EFQM model
at HEIs it is noticed that the average of the first criterion which is "customers" (students), has a higher
degree than the limit/index 5.23 (difference), which means that the respondents considerably believe that
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there are sufficient internal measures that are used to watch, comprehend, foresee and enhance the
performance of the organization’s people.

On the other hand, the average of the criterion “society results” has the smallest positive difference
between the mean and the median, that is 1,96. This value seems to approach neutrality. In that case
respondents’ positive attitude is not so intensive. Generally, it can be seen that all nine criteria (enablers
and results) have means that more or less have higher values than that of the limit/index (median). The
above table is self-explanatory, however in order to depict qualitatively how long the distance is to
achieve excellence, it is mentioned the following: The variable “society results” slightly passes the level of
considering it good practice, since it is in the first quarter between the limit and excellence (maximum).
On the other hand, the variables “leadership”, “strategy”, “people”,” results on people”, “customers” and
“business results” are in the second quarter between the limit and excellence. Finally, the variables
“partnerships & resources” and “processes, products & services” are in the third quarter between the limit
and excellence.

From the above, it seems that the result variables “society results”, “people” and “business results”
have a fairly important distribution that is below the median. This means that the three above variables
have a much longer way to go to reach excellence. In conclusion it could be said that there is still some
way to reach excellence, which is different for each variable.

4.4. Correlation analysis of the structured variables
Next, there is a Pearson correlation test of EFQM model implementation factors and the results of
its successful or non-application at the Hellenic School of Judges (Table 4.3.2).
Table: 4.3.2 Pearson Correlation coefficient between enablers criteria and result criteria of EFQM excellence

model
Pearson Correlation coefficient
BR SR PR cu PP&S P&R p STR LD
BR
SR ,87
PR ,87 ,86
cu ,64 ,64 74
PP&S 74 72 ,82 ,79
P&R ,75 73 ,81 74 ,85
p ,78 ,75 ,88 ,78 ,84 ,86
STR 74 74 ,78 73 ,88 84 ,85
LD ,76 ,75 ,83 71 ,85 ,85 ,85 ,86

**Correlation is significant at the 0,01 level (2-tailed). BR: Business Results, SR: Society Results, PR:
People Results, CU: Customers, PP&S: Processes, Products & Services, P&R: Partnerships & Resources, P:
People, STR: Strategy, LD: Leadership.

From the Correlation analysis it follows that all the criteria of EFQM enablers in HS] have a strong
correlation with all the criteria of the results, which in some cases this correlation becomes very strong.
Their correlation coefficients are positive (greater than 0.7) and significant at p<.01, indicating that the
determinants have a strong positive effect on the results and therefore there is a high probability of
successful implementation of the EFQM model at HS]. Particularly among the “people” and “people
results” criteria the strongest correlation exists (0.88), thus having the highest effect in creating an essential
relationship among them, while “leadership” and “strategy” have the least correlation (0.71), thus having
the lowest effect on creating this relationship.
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Correlation Analysis for testing H1 hypothesis

The “administration” (“leadership”) enabler has a positive correlation to “business results”,
“society results”, “people results” and “customers”. (r=0.76, p<0.001; r=0.75, p<0.001; r=0.83, p<0.001;
r=0.71, p<0.001 respectively). More specifically, the above results show us that there is a strong positive
relationship among the variable leadership and the other three result variables of “business results”,
“society results” and “customers” which in the case of “people results” (this positive relationship) is very
strong (r=0.83 > 0.8).

Correlation Analysis for testing H2 hypothesis

The strategy enabler was positively and significantly correlated with “business results”, “society
results”, “people results” and “customers”. (r=0.74, p<0.001; r=0.74, p<0.001; r=0.78, p<0.001; r=0.73,
p<0.001 respectively). So, there is both a positive and strong relationship among the strategy enabler
variable and the other four result variables respectively.

Correlation Analysis for testing H3 hypothesis

The “human resources” enabler was positively and significantly correlated with “business results”,
“society results”, “people results” and “customers”. (r=0.78, p<0.001; r=0.75, p<0.001; r=0.88, p<0.001;
r=0.78, p<0.001 respectively). Thus, there is a positive and strong relationship among the human resources
enabler variable and the other three result variables (“business results”, “society results”, and
“customers” respectively) which in the case of “ people results” (this positive relationship) becomes very
strong (r=0.88 > 0.8).

Correlation Analysis for testing H4 hypothesis

The “partnerships and resources” enabler was positively and significantly correlated with
“business results”, “society results”, “people results” and “customers”. (r=0.75, p<0.001; r=0.73, p<0.001;
r=0.81, p<0.001; r=0.74, p<0.001 respectively). From the above results it seems that there is a positive and
strong interrelationship among the “partnerships and resources” enabler variable and the other three

result variables (“business results”, “society results”, and “customers” respectively) which in the case of
“people results” (this positive relationship) becomes very strong (r=0.81 > 0.8).

Correlation Analysis for testing H5 hypothesis

The “processes, products & services” enabler was positively and significantly correlated with
“business results”, “society results”, “people results” and “customers”. (r=0.74, p<0.001; r=0.72, p<0.001;
r=0.82, p<0.001; r=0.79, p<0.001 respectively). From the above results we come to the conclusion that there
is a positive and strong interrelationship among the “processes, products & services” enabler variable and
the other three result variables (“business results”, “society results”, and “customers” respectively) which
in the case of “people results” (this positive relationship) becomes very strong (r=0.82 > 0.8).
5. Discussion Analysis
Hypothesis 1 (H1): The “leadership” enabler affects positively the results variables.

According to Badri et al. (2006); Wilson and Collier (2000); (as sited in Gémez et al., 2015); Zade et
al.,, (2011) and Safari et al., (2012) a direct relationship exists among

“leadership” and the four result factors. So, our study findings that indicate that the “leadership”
enabler affects positively the results variables, are consistent with the above-mentioned studies. It also
means that “leadership” positively influences the result factors. The study of Badri et al. (2006); Wilson
and Collier (2000); (as sited in Gémez et al., 2015) revealed that “leadership” was the most significant
criterion to accomplish educational performance excellence. Furthermore, Samson and Terziovski (1999);
Sun (1999) and (2000) (as sited in Gomez et al., 2015) also came to the conclusion in their study that there

is a positive relation among “leadership” and “business results”.
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Hypothesis 2 (H2): The “strategy” enabler affects positively the results variables.

In their study Martinez-Lorente et al., 2009 (as sited in Gémez et al., 2015), discovered that a direct
relationship occurs between “policy and strategy” and the result in “customers” and “society”.
Complementary, Sadeh and Arumugam (2010); (as sited in Gémez et al., 2015) have found a direct
positive relationship among the enabler “policy and strategy” and the result variable “result on people”.
In the same way, Evans (1997) and Terziovski and Dean (1998) found a direct internal relationship among
the enabler factor “policy and strategy” and the result variable “business results”. The above research
coincides with our study findings, since they discovered that the strategy enabler affects positively the
results variables. Furthermore, Zade et al. (2011) and Safari et al., (2012) in their survey found the same
strong relationships among the above variables.

Hypothesis 3 (H3): The “people” enabler affects positively the results variables.

The findings of Sadeh and Arumugam (2010); Martinez-Lorente et al., 2009 (as sited in Gémez et al.,
2015), claim that there is a direct relationship between the enabler variable “people” and the result
variable “results on customers”. The second author has also found a straight relationship among the
enabler variable “people” and the result variables “results on people” (Safari et al., 2012) and “results on
society”. Finally, the enabler variable “people” influences the result variable “business results”, due to
their causal direct relationship (Sun 1999; Samson and Terzviovski). Similarly, our findings indicate the
positive relation among the human resources enabler and the results variable. All the above relations are
in line with the findings of the authors Zade et al. (2011), who have found the above-mentioned strong
relationships.

Hypothesis 4 (H4): H4: The “partnerships and resources” enabler affects positively the results variables.

Our findings conclude that there is a positive straight correlation among the factor “partnerships
and resources” and the results variables. Likewise, the study of Sadeh and

Arumugam (2010) has detected that the “partnerships and resources” affect positively the “” result
in customer” variable. Similarly, Martinez-Lorente et al., 2009 (as sited in Gémez et al., 2015) have located
the direct relation among “the partnerships and resources” variable and the “business results” variable.
Moreover, Zade et al. (2011) and Safari et al., (2012) survey findings revealed a strong relation between the
“relation and cooperation” enabler and results variables, which is consistent with our study findings.

un

Hypothesis 5 (H5): H5: The “Processes, Products & Services” enabler affects positively the results
variables.

There are many authors (Eskildsen et al., 2000; Sadeh and Arumugam, 2010) that have found the
positive relationship among the enabler factor “processes, products & services” and the above three result
variables “people results”, “costumer results” and “society results”.

Their findings discovered a strong correlation among the above variables. Finally, MartinezLorente
et al. (2009) and Pannirselvam and Ferguson (2001) (as sited in Gémez et al., 2015) found a positive
interrelation among the “processes, products & services” enabler and the “business result” variable. In
addition, Zade et al. (2011) and Safari et al., (2012) in their research found the same strong relationships
among the above variables. So, our finding that the “processes, products & services” enabler affects
positively the results variables absolutely agree with the findings of the above-mentioned theories. In
conclusion we can be positive that the assessed organization is sufficiently skillful at building cause effect
relationships between the enablers and the result variables.

6. Conclusion-Suggestions and Managerial Implications

The severe economic crisis in Greece in the last decade, that has seriously been affected by the
worldwide economic crisis of 2008, has led to the deterioration of all aspects of Greek society and
economy. Thus, both the private and public sector faced enormous difficulties. Due to the high Greek
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public debt, austerity measures that followed led to the decrease in financial resources that were available
to the public sector and more specifically to Higher Education Institutes. Uncertainty was caused that
negatively affected the sustainability of this special sector. However, it is of high importance for HEIs to
implement a TQM model in order to increase their productivity, despite the fact that less means is
supplied by the Greek Government.

This research study tries to show the importance of the EFQM excellence model by examining the
interrelationships among the five enabler criteria and the four result criteria of the HEIs. By
comprehending the relationships of the above-mentioned variables, it could be possible to analyze the
effects on the model’s criteria and also to implement suitable instruments for future enhancement (Safari
et al., 2012). Descriptive statistics is also applied in order to evaluate the operations and the performance
of HEI's services, to identify the good practices and the points that need to be improved. From the self-
assessment of HS]J, it is clear that the European Model of Business Excellence (EFQM) is very likely to be
implemented. The way of operation and performance of HSJ's services received answers that lead to high-
performance over-all criteria examined.

However, correlation analysis, which was often used in the past by many researchers in order to
evaluate relationships between “enablers” and “results” (Zade, 2011; Safari et al., 2012) depicts that there
are positive strong to very strong internal relationships between each one of the enablers criteria to the
four result variables. The “human resources” enabler has the strongest positive relation with the results
variables. The next enablers that follows in order, according to their strength relation with the results
variables, are the “Processes, Products & Services”, the “leadership” and the “relation and cooperation”
variables. Finally, the enabler variable that has the least positive relation with the results variables is the
strategy variable. All research hypotheses are confirmed which means that any development in the
“leadership”, “strategy”, “human resources”, “partnerships and resources” and “processes, products and
services” will guide to the development of the four result variables and finally to excellence.

From the analysis of the findings of the descriptive statistics and more particularly the linear
presentation of the distribution of the variables “Society Results”, “results on people” and “Business
Results” it is shown that some weak points exist, which need to be improved.

During the analysis, it is noted that there is a significant impact of the management agent on the
pursuit of the variable results. HSJ strong points appear to be in “partnerships and  resources”, to
“customers/students” and to “processes, products and services”. It is noted that, despite the fact that
there is a significant reduction in government funding, HSJ] manages through its own means and with the
positive mood and team spirit of its staff to achieve results of excellence. The internal and external
communication of the different groups is efficient, and the use of high technology helps a lot in this
direction. Students enjoy excellent service, constantly evolving towards high quality, and develop
relationships of mutual trust and understanding with employees. Finally, processes result on
productivity, innovation and financial management mechanisms add value to HSJ and create a picture of
a reputable and trustworthy organization that respects and honors its present and future commitments.

In conclusion, Total Quality Management can be considered the answer to the financial crisis that
our nation has been experiencing in recent years through the high training of human resources and new
innovative ideas, elements created and developed in the Educational Institutions. The study of the
bibliographic review and the results of this research reveal that it is of particular importance to apply a
system and methodology grounded on the principles of the TQM, the model of EFQM excellence, to the
Hellenic School of Judges, creating a powerful comparative advantage in the field of Higher Education, at
national and international level.

HSJ administration should try to develop balanced indicators that will measure its performance on

voou

areas such as “people result”, “society results” and “business results”. What is required is a structure that
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will balance the historical precision of economic numbers with crucial future performance data, and as
well will help the company to implement its differentiated strategy. By comprehending the institution’s
strategy, personnel would be able to unfold its many secret organizational capabilities knowing their
route and how they can help accomplish HSJs” vision. Simultaneously, administration should set strategic
targets in the sector of economics, customers, interior procedures and education and development of its
employees, which will monitor and evaluate periodically.

In the case of “people result”, those internal measures will be used in order to understand and
improve people’s organizational performance. These indicators will give a distinct comprehending of the
development and effect of the institution’s people “strategy”, “policies” and “processes”. This criterion
could achieve excellence through the improvement of leadership performance. Training and career
development activities should take place all the time inside the organization in order to perform higher
competency. Internal communication channels could help people in developing human relations. Active
participation of people and engagement activities inside the organization will lead to higher performance
activities.

In the case of “society results”, those measures will be used so as to comprehend and enhance the
organizational performance. The results should be consistent with the objectives that are related to the
declared ambitions of the organization. They should also show positive trends over a period of time in
order to accomplish sustainability. Moreover, the organization strategy should be based on
benchmarking, that will direct its actions. Finally, the results should be broken down to comprehend the
experience, wants and beliefs of stakeholders within society.

In the case of “business results”, the indicators will be deployed so as to measure the institution’s
operational performance. Excellent business results could be accomplished through the continuous
implementation of EFQM model which encourages organizations to design and manage for repetitive and
durable good performance. Sustainability could only be achieved through the accomplishment of
successful results for three consecutive years. Also, the goals set out by the organization should be
relevant to the declared ambitions and the results should be matched against the above goals. The
institution should use critical success factors for benchmarking as a method to choose partners. Finally,
the set of results should be aligned with the strategy, business plan and basic processes of the institution.

It would be very helpful for managers if such self-assessment methods could be applied over a
longer period of time, from about five to ten years, so as to accomplish an effective use of it. The
competitive advantage of EFQM's excellence model towards other models is its simplistic distinction
among results criteria and agent criteria. This special feature empowers professionals to adopt this
excellence model in administration systems, determining key success factors, key performance indicators,
activation goals and actions.

The EFQM model demands common commitments and goals and provides an ordinary system of
communication as a basic feature of an educational organization (Doeleman et al., 2014).

7. Limitations and directions for future research

This survey has some restrictions that need to be taken fully into account when explaining its
conclusions. The most significant issue is related to the interrelationships that have been analyzed. The
specialized model proposed suggests interrelationships between “left to right” criteria, i.e. criteria of a
more strategic nature to business outcomes. EFQM and most of the academic bibliography suggest this
route of the interrelationships among enablers and results as dominant, even though it is not the unique
one recommended. As a result, further alternative and/or supplementary explanation of causal
interrelationships should be analyzed in the near future. The objects that TQM treats as a dynamic
administration pattern that is designed to continually improve and increase the full potential of an
organization are at all times topical issues of study and research at many different levels. A corresponding
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survey could be carried out to implement a Total Quality Management System at another Higher
Educational Institution, which would produce useful comparative results with this survey. In relation to
the Hellenic School of Judges, if it acquires EFQM's "Committed to Excellence" distinction, a new survey
could be carried out to highlight the improvements made to this organization by implementing the EFQM
model of "organizational excellence".
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